Socially, economically, politically, and technologically, our world is transforming in complex ways that are beyond what we could have fathomed even five years ago. Now, more than ever, managerial decisions have far-reaching consequences in the way that organizations fail or succeed in bridging commerce and compassion, sustainability and profitability, and move from vision to effective strategic implementation. Solving problems, making decisions, and picking the courses of action are the most critical aspects of being in charge because it is risky and very difficult. Bad decisions can damage a career, influence peoples' lives, and hurt an organization's performance. But, where do bad decisions come from? In many cases, they can be traced back to the way the decisions were made. Maybe the right questions were not asked. Maybe the right alternatives were not explored or may be the data collected was wrong. Sometimes, the fault of poor leadership decisions lies not in the decision-making process, but rather in the mind of the decision-maker.
volving international management challenges like succession planning as the members of the "baby boomer" generation retire, managing employee generational conflict, valuing cultural diversity, and developing adaptive strategy have made decision-making for international managers more perplexing and almost overwhelming. Even with the best strategic planning, there is a likelihood of mishandling a crisis or leadership strategy decision. Consider the myriad of decisionmaking challenges that the leaders in northern Nicaragua, El Salvador, and Honduras faced related to hurricane Felix, which flooded the area with over 15 inches of rain. Think about the decisions that the Mayor of New Orleans had to take when the levies broke from Hurricane Katrina. Think of the leadership decisions that the public managers in government and law enforcement bodies had to take after the terrorist attacks on the train in Spain and London. Consider the challenge of decisionmaking that faced the President of Virginia Tech University in the wake of the shooting massacre.
Socially, economically, politically, and technologically, our world is transforming in complex ways that are beyond what we could have fathomed even five years ago. Now, more than ever, managerial decisions have far-reaching consequences in the way that organizations fail or succeed in bridging commerce and compassion, and sustainability and profitability, and move from vision to effective strategic implementation. Solving problems, making decisions, and picking the courses of action are the most critical aspects of being in charge because it is risky and very difficult. Bad decisions can damage a career, influence peoples' lives, and hurt an organization's performance. So, where do bad decisions come from? In many cases, they can be traced back to the way the decisions were made. Maybe the right questions were not asked. Maybe the right alternatives were not explored or may be the data collected was wrong. Sometimes, the fault of poor leadership decisions lies not in the decision-making process, but rather in the mind of the decision-maker. The way the human brain works can harm the quality of our decisions (Phillips, 2005) .
In many organizations, bad decisions often occur by not making a decision at all in a situation that is in need of attention. This can occur in organizations, where responsibility, accountability, blame, and punishment are attached to an action or decision that is not successful while the same level of punishment and blame are usually not levied on individuals who do not take a risk and do not make a decision.
How does an organizational manager make the correct leadership decisions when the unexpected occurs, existing plans are insufficient, and important organizational core values and goals are threatened? The development of critical thinking skills in today's international executives has never been more vital. The engagement in managerial critical thinking is about learning to apply both experience-based, team-based, and formal problem-solving methods to situations. It is essential to develop a keen ability to overcome and become self-aware of biases, false assumptions, myths, and faulty paradigms that can hamper effective decision-making.
CRITICAL THINKING: THE CONCEPT
The concept of using critical thinking skills is not simple. On the surface, most people assume that the decisions made by intelligent and educated people include critical thinking. In the context of discussion, the activity is more complex. The definition of critical thinking has somewhat changed over time. The following are some examples of attempts to define critical thinking: • ...the ability to analyse facts; generate, and organize ideas; defend opinions; make comparisons; draw inferences; evaluate arguments and solve problems (Chance,1986) • ...involves analytical thinking for the purpose of evaluating what is read (Hickey, 1990) • ...a conscious and deliberate process which is used to interpret or evaluate information and experiences with a set of reflective attitudes and abilities that guide thoughtful beliefs and actions (Mertes,1991) • ...active, systematic process of understanding and evaluating arguments. An argument provides an assertion about the properties of some object or the relationship between two or more objects and evidence to support or refute the assertion. Critical thinkers acknowledge that there is no single correct way to understand and evaluate arguments and that all attempts are not necessarily successful (Mayer and Goodchild, 1990) • . . . reasonable reflective thinking focused on deciding what to believe or do (Ennis, 1992) . The fact is that everyone has the ability to think about an issue. Most international managers find it extremely challenging to evaluate a written or spoken 2 DEVELOPING ADVANCED DECISION-MAKING SKILLS commentary on a hot topic because both sides of the controversy seem to have good arguments. The critical thinker is able to distinguish high-quality, well-supported arguments from arguments with flaws, poor data, or weak evidence (Diestler, 2004) .
To understand why using critical thinking skills is so important, one has to have some sense of how human beings process information. We are taught from an early age to make sense out of information and experience by summarizing it, or more technically, to reduce the amount of detail through the use of concepts. The engagement in managerial critical thinking is about learning to apply both experience-based, team-based, and formal problem-solving methods to situations. It is essential to develop a keen ability to overcome and become self aware of biases, false assumptions, myths, and faulty paradigms that can hamper effective decision-making. The development of critical thinking is about learning how to overcome those biases to make better managerial decisions and develop new activities so that they become a part of the permanent leadership behaviour (Bazerman, 2005) .
"Researchers have been studying the way our minds function in making decisions for half a century. This research, in the laboratory and in the field, has revealed that we use unconscious routines to cope with the complexity inherent in most decisions. These routines, known as heuristics, serve us well in most situations. In judging distance, for example, our minds frequently rely on a heuristic that equates clarity with proximity. The clearer an object appears, the closer we judge it to be. The fuzzier it appears, the farther away we assume it must be. This simple mental shortcut helps us to make the continuous stream of distance judgments required to navigate the world. Researchers have identified a whole series of such flaws in the way we think in making decisions. Some, like the heuristic for clarity, are sensory misperceptions. Others take the form of biases. Still others appear simply as irrational anomalies in our thinking. What makes all these traps so dangerous is their invisibility. Because they are hard-wired into our thinking process, we fail to recognize them even as we fall right into them. For executives, whose success hinges on the many day-to-day decisions they make or approve, the psychological traps are especially dangerous. They can undermine everything from new-product development to acquisition and divestiture strategy to succession planning. While no one can rid his or her mind of these ingrained flaws, anyone can follow the lead of airline pilots and learn to understand the traps and compensate for them," (Hammond, Keeney and Raiffa, 2006) .
In most companies, strategic planning is often devoid of real time decision-making. It can sometimes be an exercise in documenting strategies and plan actions that have already been made, often without the benefit of the nuances of a critical thinking decision-making process. The progressive firms are changing their approach to the advanced analysis and assessment of organizational course direction to improve planning, problem-solving, and decision-making (Mankins and Steele, 2006) .
To understand the value of managerial critical thinking processes in organizations, think about the way that most organizations conduct strategy reviews as formal meetings between the middle and senior level organizational managers. While these reviews are intended to produce a fact-based dialogue, they often amount to a little more than a "dog and pony show." Senior managers come in for a few days, get a superficial presentation, socialize with the staff, and leave. The middle management spends an inordinate amount of time preparing information to explain or sell to senior manager a course of strategy. The unit hopes to escape with few unanswered questions and an approved course of direction. Accordingly, middle administrators attempt to control the flow of information upward, and senior managers are presented only with the information that shows each department in the best perspective. The departmental successes are show-cased; the opportunities are emphasized; and the threats are omitted or marginalized. This style of planning and decision-making hinders the senior managers from engaging in any detailed information gathering or complex questioning. These quick overview presentations do not provide the type of valuable information that is needed for senior managers to help in critical thinking in problem-solving and decision-making. The most common obstacles to decision-making in large companies are the disagreements among the executives over the past decisions, current alternatives, and even the facts presented to support strategic plans. The leading companies structure their strategy review sessions to overcome these problems (Mankins and Steele, 2006) .
Pursuing a competitive advantage and improving the quality of service delivery can be a time-consuming and fruitless search through the ever-expanding moun-tain of leadership trends, growing sets of data, fads, and theories. Most organizations have a timing problem with decision-making. Even when the leaders allot sufficient time in strategy development to address tough issues, the timing of the process can create problems with how decisions are made. At most enterprises, strategy-oriented problem-solving and decision-making is a batch process in which the managers analyse internal and external environment factors, identify threats and opportunities, and then define a multi-year plan based on variables that exist at that point of time. But in the real world, managers make strategic decisions continuously, often motivated by an immediate need for action or reaction. Critical thinking in leadership decision-making is about developing the ability to cut through the clutter of information, myths, assumptions, and buzz words to consider a variety of variables and possible scenarios (Spitzer and Evans, 1997) .
USING CRITICAL THINKING PROCESSES
In critical thinking, professionals should create multiple solutions to problems by constantly questioning and challenging their strengths, and through examination of decision-making preferences and practices. Thinking is fuelled by questions. Questions define variables, state factors, outline tasks, clarify issues, and express problems. Complex questioning drives the thought beyond what is superficial. Asking questions forces everyone involved in the decision to express and challenge preconceived notions and assumptions. Asking questions forces public managers and political leaders to look at their sources of information and consider the validity and quality of the information. Critical thinking problem-solving is an optimal process for arriving at wellthought-out decisions that not only develop strong remedies to organizational perplexities, but also create an ability to rank and assess how well the solution meets the overall goals and objectives. This kind of in-depth questioning and analysis helps assure that the solution would actually solve the problem, not just be the best of mediocre options. Engaging in this process also creates a mechanism of reassessment where if the solution does meet a determined level of satisfaction, the decision-makers re-open the process and further research and brainstorm, until the most effective outcome of decision is established (McAuliffe, 2005) .
The theorists have hypothesized that critical thinking is correlated with internal motivation to think. The cognitive skills of analysis, interpretation, explanation, evaluation, and correction of one's own reasoning are at the heart of critical thinking. For instance, since the way a problem is posed can influence how one thinks about it, one should try to reframe the question in various ways and ask oneself how his/her thinking might change for each version. When it comes to leadership decisions, there is rarely such a thing as a no-brainer. Our brains are always at work, sometimes, unfortunately, in ways that hinder rather than help. At every stage of the decisionmaking process, misperceptions, biases, and other tricks of the mind can influence the actions taken (Welch, 2001) .
Highly complex and important decisions are the ones most prone to distortion because they tend to involve assumptions, estimates, and inputs from the maximum number of people. Even if the managers cannot eradicate the distortions ingrained in the way their minds work, they can build appropriate systems into our decisionmaking processes to improve the quality of the choices we make. It is quite possible that managers can develop those skills to the extent of their natural abilities through practice and guidance just like artistic, athletic, or leadership skills. Self-reflection is a very important skill in decision-making. This process includes the understanding of principles and strategies, financial constraints, and probability. Furthermore, this process is about expanding and understanding of psychology and even sociology in addition to learning to assess values, expectations, and needs of employees, organizational stakeholders, and their reaction to leadership decisions (Welch, 2001 ).
Critical thinking is purposeful, self-regulatory judgment which results in interpretation, analysis, evaluation, and inference, as well as explanation of the evidential, conceptual, methodological, or contextual considerations upon which that judgment is based. Critical thinking is a vital tool of inquiry. The successful application of these core critical skills requires that one take into reasoned consideration the evidence, methods, contexts, theories, and criteria which, in effect, define specific disciplines, fields, and areas of human concern. The process is more than just making decisions. It is also about the ability to consistently develop better alternatives, rank the alternatives that are developed, make better group decisions even in contentious environments, and sell or defend decisions successfully within any organizational hierarchy (McAuliffe, 2005) .
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VARIABLES THAT HAMPER CRITICAL THINKING SKILLS
One school of thought that hampers critical thinking is that executive decisions are often made by looking solely in the past, with too much emphasis on the past events, without looking to the future and how variables might change. Another belief that hurts the decision-making process is when decisions are made in isolation, gathering information, exploring alternatives, and making a choice, without regard to anything that has gone before. The fact is that decisions are made in the context of other decisions. The typical metaphor used to explain this is that of a stream. There is a stream of decisions surrounding a given decision. Many decisions made earlier have led to this decision and made it both possible and limited. Many other decisions will follow from it. Another way to describe this situation is to say that most decisions involve a choice from a group of pre-selected alternatives, made available to us from the universe of alternatives by the previous decisions we have made (Ennis, 1992) .
Another problem with decision-making is that sometimes people's desire to be considered team players overrides their willingness to engage in critical thinking and thoughtful analysis; so, the group readily accepts the first remotely plausible option. Popularly known as "groupthink," this mind-set is prevalent in the presence of strong advocates, especially in new teams, whose members are still learning the rules and may be less willing to openly question or disagree with a decision (Ennis, 1992) .
Often leadership decision-making is based on an elementary way of analysing the problems and making decisions. Organizational managers can often engage in a linear way of thinking. This thinking follows a certain level of going from A to B to look at issues in the way someone would think and respond to if asked to say the alphabet. With linear thinking, leaders tend to work on developing one solution based on the consideration of one scenario. Problem-solving is viewed as looking at pieces of a puzzle. Once a familiar or logical pattern is discovered, managers work on putting the pieces together based on the one pattern that is easily established and understood. Most leadership decision-making never anticipates that the factors or variables that exist today, could change tomorrow. When assumptions are made about an instant or a pre-selected solution, leaders do not consider other variables, other options or the possibility that the variables might change before the solution can be implemented. Most leaders treat decisionmaking as an event or a discrete choice that takes place at a single point in time. To look at decision-making that way is to overlook larger social and organizational contexts, which ultimately determine the success of any decision. Problem-solving and decision-making are not an event. These are processes that unfold over weeks, months, or even years. It is subject to debate, individual agendas, organizational politics, leadership power plays, and institutional history (Sanders, 2002) .
Critical thinking and rigorous debate invariably lead to conflicts. The good news is that the conflicts bring the issues into focus, allowing managers to make more informed choices. The bad news is that the wrong kind of conflicts can derail the decision-making process altogether. The conflicts come in two forms: cognitive and affective. Cognitive, or substantive conflicts, relate to the work at hand. They involve disagreements over ideas and assumptions and differing views on the best way to proceed. Not only are such conflicts healthy, they are crucial to effective problem-solving and sound decisionmaking. When people express differences openly and question the underlying assumptions, they can uncover the weaknesses and introduce new concepts and actions. Affective, or interpersonal conflicts, are emotional. They involve personal friction, rivalries, and clashing personalities, and thus tend to diminish people's willingness to cooperate in a positive way to problem-solving and decision-making. Effective critical thinkers engage in comprehensive, flexible thinking, thus enhancing manager's ability to generate good alternatives, design something new, and successfully resolve conflict. (Spitzer and Evans, 1997) . They can develop strategies to manage and analyse information and risk perception in high pressure situations. The managers have the ability to identify and avoid reasoning fallacies so that they can present sound, persuasive arguments for critically examining the concepts of change and innovation as ongoing processes for organizational renewal. When carried out effectively, critical thinking skills can allow managers to:
• develop paths to reasoned judgment when variables in a situation are changing and evolving • understand how to build a thought-provoking group consensus around complex issues • learn to encourage and ensure consideration of many breakthrough or "out-of-the-box" ideas
• dramatically reduce the off-focus debates and tangents • reduce the number and duration of meetings • discover how to foster equal participation by all group members, including bosses and subordinates • acquire techniques to speed up group decisionmaking, while still developing multiple solutions.
EXECUTIVE COURSES FOR DEVELOPING CRITICAL THINKING SKILLS
The goals of the Critical Thinking courses are to help managers:
• become familiar with different styles of thinking and identify their personal critical thinking preferences • ask oneself the "big picture" questions • learn how to use critical thinking to challenge assumptions and expand perceptions about situations • come to better conclusions and decisions more often.
These courses can provide practical hands-on training for international managers and political leaders on how to incorporate the use of critical thinking skills and processes in leadership decision-making. By developing these tools, leaders can enhance their ability to constructively solve organizational programmes through the engagement of new activities. These managerial actions include the following:
• Never forget that decision-making is a process and not a single event or activity.
• Overcome the notion that there is only one 'right solution' to the organizational quandaries.
• Eliminate mental blocks in the forms of biases, myths, and false assumptions.
• Stop and think before acting and making quick decisions without the benefit of data and variable evaluation.
• Always check to see whether you are examining all evidences with equal rigour. Avoid the tendency to accept confirming evidence without questioning.
• Get someone respectable to play the devil's advocate, to argue against the decision you are contemplating.
• Be honest with yourself about the agendas and motives. Are you really gathering information to help you make a smart choice, or are you just looking for evidence confirming your preconceived notions? • In seeking the advice of others, do not ask leading questions that invite confirming evidence. • Look for opportunities in any decision. Each "mistake" is a potential opportunity for the organization to learn and grow.
• Make decisions with an understanding that the variables and circumstances have the ability to change.
• Change course of action if the strategy is not working.
• Do not make decisions by only looking backwards.
• Look ahead to the future in a spirit of hope and optimism because the past is already gone.
CONCLUSIONS
Decisions can be made on blind instinct. Gut feelings cannot always be trusted but there is an assumption that these feelings can become more educated. The main purpose of flight simulators, for instance, is to make pilots experience unlikely surprises so many times that, should one actually occur, their decision-making under (Browne and Keeley, 2006) . Critical thinking skills are something that can be learned with practice and guidance by changing the actions involved in decision-making so that they become part of the permanent behaviour especially as international management decisions continue to be more complex. The managers who include individuals in teams simply because it is the politically wise thing to do should accept that the team members expect their inputs to be taken seriously, whatever the ultimate decision may be. To effectively engage in all the aspects of critical thinking in decision-making, the managers must demonstrate that they are indeed taking their feedback seriously. To do otherwise may undermine their ability to create support for an initiative and to implement it effectively. Furthermore, managers need not sacrifice quality in the name of commitment and cooperation. On the contrary, listening to and selectively incorporating the suggestions of team members can actually improve the quality of the final decision. Leaders who are effective critical thinkers pay careful attention to the way issues are framed as well as to the language used during discussions. When they facilitate decision-making meetings, they preface contradictory remarks or questions with phrases that have the potential to offend. They also set ground rules about language, insisting that the team members avoid words and behaviour that trigger defensiveness.
Box: Critical Thinking Courses in the US
To facilitate critical thinking skills with problemsolving, the managers can help the employees step back from their pre-established positions by breaking up natural coalitions and assigning people to tasks on some basis other than the traditional loyalties. The managers can shift subordinates and other managers out of the well-grooved patterns, where vested interests are the highest. They can, for example, ask the team members to research and argue for a position they did not endorse during the initial discussions. Similarly, they can assign the team members to play functional or managerial roles different from their own, such as asking a lower-level employee to assume the senior manager's strategic perspective. Finally, the managers can ask the participants locked in debate to revisit key facts and assumptions and gather more information. Often, people become so focused on the differences between opposing positions that emotional and counterproductive conflicts can occur that create an impasse. Asking people to examine the underlying presumptions can defuse the tension and set the team back on track. People quickly recognize the areas of agreement, discover precisely how and why they disagree, and then focus their common values and areas of collaboration on the critical issues. Finally, critical thinking in decision-making helps the professionals ask relevant questions, gather opinions from various groups, weigh evidence offered in support of the arguments, interpret complex problems, and make wise decisions. Making wise decisions is the key to organizational growth, longevity, and renewal.
If we live thinking of ourselves all the time, our life will seem short, it starts with our birth and it ends when we die! But if we live for others, meaning, we live for a notion and a methodology, our life will seem very long! It starts since humanity existed and it lasts until after we die.
-Syed Qutub
